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In the second phase of the project two experiments were conducted.

Edited sections of narrative reports from ten Installaitions and six

sub commands were rated by key headquarters staff members. The ratings

concernled the responsiveness oif the report to thie quest Ions asked by
headquarters. the usefulness of tie repotted informat ioni for- (olintid

and headqutarters staff,* and the excel lence of the administ rait on of

Elhe 1loca~l program ats cid god from the wr it ten report . The inftorma tion

contained in these rat ings rai ses some quiest ions as to the uisefulness

of these narrative replorts to the headquarters staff .

The second experiment concerned A comparison of two proceduires of

obtaining nominations for a training course from the installation per-

sonnel offices. The chiaracteristics of those nominated unider one pro-

cedure were compared with the characterlistics of those nominated using

a revised system. The chatnge in procedure did not produce marked changes,

in the characteristics of the individuials nominated.

Recommendat ions for improving the effectiveness of conmmnicatIons

within the Office of Civilian Peisonniel, include several general1 sulgrestions

as well as some areas for cont intied research. It appearTS to INC Unnecessary

for the headquiarters office to expend additional efforts in improving and

editing, messages sent to the field. These commutnications seem to convey

the tinformation to the recipient. liowever, it is suggested that addtional

background information concerning conditions at headquarters and in the the

HeldI c are req i red by hot li poll cv- directing and policy--uising personnel men.

Anl incirva so in hothI face -to-f aev exchanges and informal writteni corwiiilea -

t ions seem,; appropriate.

Some areas for additional research are suggested. These stuidies shouild

focuis upon the (level opment of cri ter ia of comulcrn I cat filn ef fect ivenoess and

alternate communicat ion techiniques.



I NTROt 1) 1 1 '

Effective communication of policy information between a headqiiarters

andi remote installations is it souirce of concern among all com'plex organi-

zations. The clvii ian pcrsonneol program of the U. S. Army Is no exception.
Staff members of the Office of Civilian Personnel feel that thle written

communications which they prepare for their operating personnel offi ces

do not consistently produce the desired response or implementation of

thle ries sage at the Installation 1level IThe project de scribhed Ii this

report was directed toward invest i pat I tip the genieral commn ic at it'ln

problems of thle Off ice of Civil ian Personnel In order to deflu iervas

in which additional expeririental attacks could produice genciali principles

of communicatfin which in tuirn could improve thle effect ivenless of thle

communicationi network.

Ani effective coriunlcat Ion netw~ork Is di fflciil t to it tafn since its

suiccess is determined b1v such a lartge numrber of factors. These factors

ciln Incluide sulch things as thle goals of thle ol-riinator of thle me"ssge

thle miess asge cotenvt and wordIns * thle t ronsi ssi on ch.nnlR toit thle rwes -

sa*thle gol s andit at t itlides of thle rec ip 1ient , and tl( ho ye 1st'~es made,

by% thle rec i p1ent . f fec ti ye comruinte att i for thle A-rv i vil1i an pci-sentie 1

* pioo.rui-i Is concerned wi thtasrn that the g'oals ot' thle senlder will have

a hitseh prohabli 1tv of being- achieved at thle inistall it ion le'vel . Other

rvf-oarclters deal inc wi th courini cat i on effect ivelies.s ha.ve !'uicest ed that

the cliracteristiter of the sender and( the recip~int oif a rissuet con

Int reduce barriters thiat dec tease the n rohabi Ill tv oft anl opt I r'u1 Iicspoe .

Soiri of t Ies!;e crit I calI if fI orenct-s are lste d bel Iow:

I.Diffter'ncic Ii t lie erci,. :-.utioll.l oIl st I tit lure, , mo iunce
men t stv~ie.
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2. Differences in the personal goals and characteristics of the

individuals in the communication network.

3. Differences in the involvement of the parties In the network
with the problems considered in the message.

4. he, complexity of the channels through which the cormmeinicatton
is sent.

From these kinds of statements that classify barriers to effective

communication, one would predict, for example, that communications dealing

with programs that are popular with field installations would le more

effectively communicated than would a message concerning an unpopular

program. Or. in the Army civilian personnel setting, one Would predict

that a policy statement originating at the Civil Service Cormiqssion level

would be more difficult to transmit through channels to the field than a

similar policy originating at a sub command office. Although these state-

Ji ments and examples may at first appear to be relatively trivial, the ways

in which the goals and involvement of the individuals at the ends of the

communication chain can be mani pulated so that opt imal effectiveness is

achieved is a basic research problem. Identifying the locus of current

communications problems is the first step in such a program.

This study is an initial step fit focusing attention on the specific

communications problems that appear to be amenable to research treatment

and remedial actions. Therefore, a sample of messages sent to Instal-

lations was selected for intensive study at a sample of Installations.

rhe responses of these installations and the responses ant icipated by

the sender of the iiessages were stutdled. Vari ations in the Installation

responses are described. Several of the implications o1 these variations

led to tentative recommendations concern inei wavs tn whic h voln,'tlitcat lton

effectiveness might be increased. The evaluation of some of the recom-

mendations through experimental attacks on these problems is considered

to be the Important n'xt step tin iliprovmt, tnt of the co ia t on sstell.

Two small experiments were conducted during the project to Illustrate the

Jfeasibility of these methods in studving commuicatIons problems.

I
I

4.
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MIT[llh~tS AND ITOCI 11111 1;

Ihlis s ttLidv was conducted ill two h'lases. In the first pis'visits

were made to operat inc personnelI offices and corvianii per'sonne I of fices0

to obtain informat ion abhout a varietv of coninicat ion, problems. Tile

purpose of tile visits was to attempt to Opfine, thlt areas in which re-

Search resulltq could potenttal lv be most usefuil to thlt Army civil ian

personnel proi-ram. Ill order to Ilint t thle areils of stuldv to raoal

Manageabl1e proport ion it was avnrv 'd thlat thle vkmpha ;i s of the stxudv at

field locations would concein copmmmilicat ions; fom thet Off ice oif Civil1ian

Personnel (0(P) to thle tInstallations.

The second phI ase ofI t he pro jvc c i tvolIvedi tw'o smlal epe r ienttalI

studies to demonst rateotl th feas Ibi Iit tv of thIesek researcel methllods I n

measuring var iation,. in c ommunicatlonis and diftferent ialI responses t o

directives . The experiments uised commun ic(at ions; that w~ere sent to thle

fielId and responses obtained from thet field during tile time of thle con-

t ra ct .

Communllicatiovl:; CaseStde

A representatitve samiple o t lustal at ions- was' visited dun neiv thet

first eighit months of thle pro ject . Vi sits were made to twelt v operatinge

civilian personnel office,-, each visit rooui red appjro'JimltVev two work-

Inc. days,. A t vp ical sequence oif event-., at all inst ali t ioni be ean wit l)

an initilal inltervicw with1 the Civil ian Pe0vrsonnel Officer. Is i

cussion invoived a general description of the pro leet and tile kiInds of

infonrmit ion de-si re d. It also inclded some Speciftic disclissionl of the

installation, its mission, tile ;i7.v of thle civilian personnel staff,

the size of thle work force serviced, its ro 1 at ion ship to headquarters

etc. A schedule for work I p with thle go rsonne I statff to minil mi ,'



interference with their onpoing activities was planned. Then interviews

were held with individuals or small work groups within the personnel

office concerning four written communications.

Eleven staff personnel offices were also visited by the project

staff. This number includes three Field Offices of the Office of Civilian

Personnel. At these offices one to four hours werp spent in discussing

the actions of the staff office and attitudes of staff members toward

their role in the communication network.

Sample of Installations. The sample of operatinp personnel offices

was selected to be representative of a number of variables. These twenty

offices varied in size, mission, geographical region, distance from their

headquarters, and complexity of the commands represented in the personnel

services. Table I lists the offices visited, the major command and the

mission of the installation, and the approximate number of civilian per-

sonnel serviced. Table 2 lists the staff and field offices visited.

This list includes a number of sub command headquarters, major command

headquarters, and field offices of the Office of Civilian Personnel,

Department of Army. When these offices were selected, port facilities

and procurement districts were being phased out of the jurisdiction of

OCP; therefore, they were not included in the population from which the

sample was drawn. This sample is reasonably representative of Army

operating civilian personnel offices within the continental United States

and provides a sufficient variety of installations so that a reasonably

complete listing of the important communication problems of concern to

the Office of Civilian Personnel could he obtained.

Sample of Communications. Four communications were selected for de-

tailed description of problems and actions taken at each of the operating

civilian personnel offices. The criteria used in the selection of mes-

sages for this portion of the project were: (1) specific action was

required of the operating Civilian Personnel Office; (2) at least one

specific written response was required; (3) the message was a relatively

recent communication; and (4) various content areas were sampled so that

at each installation several members of the personnel staff would be in-

volved in the study. The selected messages and the type of questions

-6
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TABLE 1

Operating Civilian Personnel Offices Visited

Major Command/ Approximate
________ _____ ____ Mission Size

Oeperatig Personnel Office Region ___so Size

j Army Tank Automotive Center Midwestern AMC/Manufacturing 6000

Atlanta Army Depot Southern AMC/Supply 3000

Fort Benjamin Harrison Midwestern Audit/Finance 6000

Fort Benning Southern CONARC/Troops 3300

Fort Carson Western CONARC/Troops 1670

Fort Devens Eastern CONARC/Troops 1880

Fort Lee Southern CONARC/School 2500

Fort MacArthur Western CONARC/Troops 1060

Fort Sam Houston Southern CONARC/Troops 3000

Cranite City Army Depot Midwestern AMC/Supply 1300

Jefferson Proving Ground Midwestern AMC/Test 475

Nashville Engineering District Southern CofE/Civil Works 1020

New York Engineering District Eastern CofE/Civil Works 900

Presidio Western CONARC/Troops 3500

Rock Island Arsenal Midwestern AMC/Manufacturing 4700

Sierra Army Depot Western AMC/Supply 1000

Valley Forge General Hospital Eastern MC/l1ospital 520

Watervliet Arsenal Eastern AMC/Manufacturing 2800

Waterways Experiment Station Southern CofE/Civil Works 125)

Yuma Proving Ground Western AMC/Test 710
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'li i id I v 1 11 it Itit chati i' oft ii i''. sI I It tim 11 t catI ,v .i' tmi v vi'

t %ii askied aboi'it pI' l, '1% 1 i It%'(' I vedil (I llt h i , 4' cIrY. I i'l I.I 141 04

gram. Thei iiil'r M me's ;a4..e'is 1!soc tat id tw' 1 11 1 tl lit (,1 pt 411 v'**ii

a id Iti I it t I cav , i's f I lte ilorI .414 1 V t I it ' 04 hi'. 1 oIvc

s tat I t i 1 u 1 itt' t 111 o S tpi v A i S IN ~ c1 w iA I k, ;I~t Ii'lle v 1

t he th e pii v 11,'I I I ! Iv I I %t Ied it'?i' . . At t'11 ' 1 s pIi',! t Ia i to

tlie' Ar-mv Mot e't ii'I Coniciil t 114-' iqit 1 1 ('1141 411i'l to t,. i' s I I M t Ii'll

lin thet AMC t'at lit Hmi ci eAtv i' poltems th1.t .'i'ie a1 tmi' I 1 1

Va' l , lliS I ot Ilii I t I I i i i v th (I I I t I' t t vl 4;1 VC' I I Vi

Cot let i t 'll lit lliiit' i nt s. At each I it;in t Itt ton t hl it- -I I tIl 1an !';omivancI

statI f tiii'l, I' s'were .iskvd t t, mlnpp I I. aliv !.1'e ci l iv Iti i I pa, I't owm

W tIt lit, e coimitill vitt I eats sen t t i 1 0111 tii it t I le o I I vi I ~Ii m e I 'I' hi' 1 t I,

thty eiiet I'mI'Iaet Al t1101e'1 ii ma Ii v t 4, 1 t l i 1144 1 d o t o t he',1 1" d'llliil t l

w.as oll tWy t t t enl o I vvet1 atI coimtttt I c It I I'll I 0 I Im V I''l~ t% h' hv Ii:( t at 1.411 Itl



Tile Experimnt al I' te.' iute s

Two e'xpei'Imenlt swel ti' v'ntIttj I IAel d iT-n I he li I I I ul I Iliont I us (I f heit

p rojiect .One' i nvol Ived tiltt rt Ily 1wv O(''st l tw'mie r tit a port t on ot1

a quarter I tnat at li',( 1 ept tt sit'mi It II'd I, v select ed tw; t al Iat ion!.. Thei

other concerne'd tflit- chitl:tteelIsti es of the IndlI vid k itnil nit t ie for

training in two persontnel om:ses.

Quartr-ly Naruatfv I eRatP~ t ~~i'll( quart oIlv nun iti vi tepo:( ttIs

suhilt tted byv I list al atI li I o t to t IhIIt r stil Cosiffiids to ki'se:- Ih b pirograms

and act ions taken timing fit (Iii'qattr. (Certainl pa.lt-1111ls (It thits ri'-

port respond to spec ific mandat orV ret lenientsi spec iteid I'v dilrective's

of tile Oftit i t Civi I I an Pet' i onnel . SO, corni:1114d lt,? us1111' itt m t iefl-

hers conlsolidalte flth, ilst ala hitlln repo ts .11 ~tiS111'inl thi Illlllll.ltv it tii

di teet ly to o(Ttito to t it( mu lot eo.in (itl ati'i tddIoi ilI t'llI'0Il I t It'll.

Tilese stunarv rel' po t !;pr1ov ie tite so l. oit 1111 ol mi I onl t t, livaiitlitpl V1.9

One mandatory ri'portin I lllout: ri'liiltI0 (i'I;? t' fltt lll ti' coving I ti lt,

quarter endting 11 li.'t'iii'ii 1 t)(01 collete d it'i 1it 1i' 1 I -I t it'll t~it ViIt 1ti1

empmlovees Ill thelti, Fnee lwt !; anld 5cil, I cut :; Cmv Ve 't Or. VAM. 111e speci't- IC

request containeiid in Ltle rod botdtir let tti l t dat I ', November 1 ut'' Is

quoted below:

It. Carver ?'hinugemt'n temiii I I I Ii' o0 t tiln It( he et-i'it I til

antd Sce 'tt I !.I a s fill lows

I) Net loil (v ' . cI 'Issrooll I tlii %vI thu I , i't C, lil1t] ixt Ii'mi
ii I r.11 ji l t i t0 It'llt Itt 1'1 O I I vcvi stuil Itv I sotl s Andl i'tiip, 1 0it'ii'

1 1 1001 per' e ilt oIf t 11051' ill' ivt'' alldt S Iti'v I s'lS

for ('t'tlli I 'tio I l lu tilt', 'l ilten at Itill 't lll

.I Spec ttic anti Comp lIt'tv e i'pl nat ioin covenl ic. m1tV Iln-

si ant (ll i fItlcopl ' 1 lu'i.fI t lalt it'li of .i 1 1 vnv e I' t

Adi si I i't t S As i 1 tlilt', ild ' ti lit' 1111.11 101 .

( I S It filtli t 1 ap l- . . It I (Ii' i'llcIllt . '$)t lll noiit IttSI'iti

!;Of tl t it le1g tt 1 1 l I'i n vIeit I it lou.v t it

end tit lle (11arter. Il -111As s M il l b vls 41-



reql ret'vnlt anld six covlo Ii dat (id replort , tit su iticmilatils Well V' id IIit ' Co

de Ilttv i dent ify v I l IIII otlia t I olln. l it t ti', @i i tli i'oI ht sub, -III cliilnatt ri'-

ports , I t W.I. s'mt't int'!; nI'ces tt N, rt cllt''.1 pil .1!;( .", ( 11.t den'c I I v1 I I Ot

o f a1 Va I t I Ition in hat in 1 , II ~I . oil 1 .1111 1'v I i t ii t 1( iow ,III l t tit- 'II F.I-

Ia l stiarv wits rest at cii t o at It t rI bu' I, 1.1st' vat I IIt I (,It!. ' 1 !v . tilv tit

.11n Instal lilt ionl. Then tI'II s .4 x t'i'l p'avIF. I alihs! we ~I 'I vii t 1 tit, si st it f

membiers of OC1r for their i ttepentlt'n1t rat iltig tit t hII i''t Vint 4, 1 t Iit'se1 it-

Spoluse s. l'ht' 1 Il t LT 1 1 tat v I s wtl I t he' act 141 I 1111 1. ottc I I v ic.i I I v vi Ie

Manaitgemen.tt lit-anch aidti t i', s tat I I It i', V'e Usitti I I-v.I I Ilat I en I')i vf s l oll

TI Ii'Se' t .;I. s t f f "It tibvI-, we' Iv askedI to I a t iv t 11i. .;i p.1 iI I1 .11'li s -. I t' I

spomni ug to four tint ton coce sit5 t'' ts, : ( I ') 14 he vt ..pow;i I viNi' .. !1 4' i',

report t o th ltrituest .( .') t hie iit' w nts I c II ;it I litI inlt I n1it. I ,' Ci 0( "I'C heath-

quaimrte rs ( 3) t hli' iustI' l I ness o f tlit' infi1 a IF 1-1. tn t1 1 o sulb cc'Imii i'ai

qirti'rs andt ( 4) an 4' L11t 1 I Iat it' oe It;I I 1 ', %, 1 14-14-1 cit It, ' Idi 1 is

t rat Ionl of tIt I s cari'i',r 1 ptigtam II ;t t C lit' I nt a IaI;t 6,11 . I lit, -;Iwc I I t

qules t I ills and at I eitia t l v's .t rte Inlc I litled In it R silt n IN: I- X1. r I111en1 t atI1' tio

cei'ilre's . ) AlI though t lu'si qIit'st tons mayI not i'Yiaiif t tfit' I't''' 11,1'Ilts

oIi the seI Ilar ra t I vi re'pIor (s I hI'v sC tl it I 'as (lI' I "t; 1 ' ,tI Cc' I lve!;. Igl lit,'

pcissitii I it iv's of lisingy these' kinds oM tW~I t t' 'c't 15 it otheit i'xi'it I

mnlt at stiut I vs (if ci'olltl I vat to tiv I tiv" I. I Vvint!s .

l'tr!;oiiit I !,pvcfaLi Is .; ',.I Iliiiito' No'm I nat fow;n . Ili'l t'eld c'-.pc' imnit a

JIevir ci'iisid in1 Ihipto ) ,tC~t'iiI't nd niultt 1 1en'. I ci I 1i lt'c IwtnI t I tIint tlt
tAl

Psaci'i1t (titR N ' P .1t1d P titi lii ia' tn ill at A;..I lt' 4' 'v' i 1 ci':. wt 

made' Inl thilt' linmilnat in pr'eliit' s I oI. F Y t i t III t'\pt i Ilitw.iS tiit'

I o t)CS111'KR t htrolnghi cltunnt', Is! to i vii Ii it etI z i' I kit I li Ilii I i'v

I ov I tei i ttflmi nla c I ow.,t oi tic' si' 'v ',' '1,iv 1 1) , It t It I i Itiv 1 4 1 O I I I- vs I~i

thei NMI1 cotirsi' muni to thi'liCv ' iT.i iliir c 1 ito vei~~i l'nmit 1) v i si en I oi



tile I'MA (revi sed) course. Priorities for acceptIngp nominees inEthe,

courses were also listed.

. hie FY 07 nominat ious wert, s I tit I ar I v inv'i tvd hw v l tt ter dat ed

Februaryv 1466. T11 changes In lit ocedure s anti e I if renlent s tinlt t: Iat ed

by this letter include: (1) thle survev was to be conductted earl ier

In thet year; (21) thet ii 'mlnat i ns were to be suibmit ted to and rev iewed

by the sub command personnel staff; and (1) the t raining of cert ain

key operatingp personniel staff members was to bie mandtatory. anld t ime

deadlines for this t raining were established.

Certain informal pressuire was; also exerted by tile )C-SPFR staff

to insuire that each operating office woulId condtct a su rvev 011 t ra ini ng

needs within thle of fice and would( make butdget amy prov isi onq and realistic

es timates of trainiing required.

Li1sts of thle Individuals In the initial noiniatitonl ist of FY (66

for thle R&P and 1'MA courses were colIlected from the O1ffice oif Civilian

Personnel FielId Off ices. A comparable list of nominees for thiese' two

vourset'~ orlY 11, (7 was~ 'h't.1i ed for)I helj -;; I m . I a i on! J."111 tilhe

vartotiq sit command Hicquates u instal IE it'llo personntel ofi ices;

tusedI I e tits e xpe r imen t W

Fort Di x. New .1iusev
I.et t erkeninv At-mv De pot.* P~enlsvil 'i i a
Abermdeen Proving, C romnd. M;ltrvi and
Fort BIovoir. Virrinia
RedIstone Argenal. Alabama
White SasMi ssi le IRang.e New rloxtco
Fort Benijamtii Harri son * Indi anai
Toee . :-mv D~epot . Uta.h
l'resid to of San Fraic i see Ca lit or-i i'

After the list of inidvidial s niominated for training for thlt two

fiscal years was obtained, thle project staff collected background infor-

mat ion from thle career tilie-. The stndi' involved aI comparisoin of thle

character istic s of thle I n i vi dtialIs nominated f or these courses for FY Mt

and FY b 7.

13-



RVSlI.TS OF ilF OMWI'NIC'AIION CAS I"V ST'I10 1S

This chapter is a desertlpt ion of the basic data collected in the

caSe studyV Ot the fouv selected conminitcatton.-. 'hI, ba. I- data are dis-

cussed with miM nmum iiiti op, ttve conmlent. Te implit catitons o these

data for communictition policy of the Army Ottit-e ot Civilian Personnel

are de scribed in subsequent chapters.

Youth Oport unitv Campa ign

Tile most popillar progjram that was discussed ill detail ,'ttlh the

civilian personnel staIl was tilt, Youth Oppottnittv Canipai.gn lYOC'). Al-

most all offices reported an externoeliv suct'.s l witogram with these

voltisters. Te eonlmmll teat t tlls that werve sent to desrtlle and ait ho:tt70

tile proram, however, wore not tilt, toCtls of suit'h tiltli vers I acleIlll. Onle

obvious ob.jet ion expressed 1\w members o eat'ih 'tivilian personnel staff

concerued tile 1ack of ,advanee not ice. A Ithouih a few of the : iv titan

personnel otft cers had rvecevt d a (l. or so advait- llot tee (i thI pro-

gram before the authlor :.at ion tletv', arried, l most ot them tidi cated

that it was rumor or that they had -ue ssed that s t-h a p-ot'.1,1m ws pend-

fill, from newspape r articles. lhv perseillel st aftt at sevea1l sii, cormliands

,ave informal advantce notice to some e'v[ 1 v .Ii . 't.rllnel of t teets. Tlis

relatv, lv "short fts," e l''og yam reqitiIred almost Ilist ,nt aliotis WtiOi

from the CtvtI I an Pl r,,sonne I o ffi e to oht [. ii tnt ,I mat to ti al'out Iobs

that could be fil led 1y trainees and the avtl I 1' I I it v ot molev for

these Jobs.

At essential lv 111 the in.itallatIons visited. a ,1enoral stat meet-

ing wis held It which dlvisilon heads werte asked to est mate theit par-

t icular requirements for trainees. 'i, Mtate Fmullov'm,,nt ServCe was

then asked if they' had ree' ived from til' ('lvii Setvie' t'ommi ssilon ill-

formation concerning criteria for select ion of tralnes. 111 prtogr'.AM

- 14-
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for obtaining applicants for the positions usually included use of news-

paper, radio, and television publicity. At a few installations schools

were in session in early June when the program was instituted; at others

the high school students had already completed the school year and could

not be contacted through this source. The State Employment Service was

the principal source of referrals for the program at essentially all in-

stallations contacted. None of these installations encountered major

difficulties in obtaining applicants for these jobs. A few in the remote

areas had minor problems with transportation to the base for the YOC's

and with acceptance by employees of the application of the nepotism rule

in this program.

After the initial recruiting effort, the processing of the YOC's

was done either at the employment service office or at the base personnel

office. One office questioned the processing procedures since higher

headquarters had not specified job titles for these employees; however,

this office found that a neighboring installation was using the title

"trainee," which they then adopted. Most of the civilian personnel

officers did not consider this a problem. Trainees' past experience

and training, if any, was used in the basic processing and assigning

of individuals to work groups. Crls tended to be assigned to clerical

.obs, and the older and huskier boys to outside work. College students,

included in a few of the programs, tended to be assigned to more techni-

cal office positions.

The orientation program was usually a Joint effort of the personnel

office, the commanding officer, and the subgroup to which the youngster

was assigned. At some installations this orientation wns (one with con-

siderable ceremony and fanfare; at others It was informal and presumably

handled bv the supervisor on an individual basis.

Mhen authority was granted for increasing the nu1mler of YOC's beyond

the initial one per cent goal, most of the personnel officers were de-

lighted. They had been asked by various supervisors if more trainees

could be assigned to their sections. The screening procedures and

orientation programs for the trainees hired in the "second wave" tended

-15-
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to be more careful v p atlled and executed. iting Was done li througlhout

the summer to replace those who quit for various reasons. Very few

disciplinary actions forced vounsters out of tile program, althougi

some were released because of poor attendance. Others (iii to take

a tcvacation wit h their paretts, to g:o out tot tilt' school tlot ball teama,

The document dated 12 ,}ulv 1905 concerning training of YOC's was

received too late for specific planned action. Of tile twenty Installa-

tions visited, four indicated that they had already instituted such a

program, and six said that they did not remember receiving the communi-

cation. Tile other tell did not use the information directlv however,

in the report, "Training for Yotth Opportunitv Campalt rn," t hey empha-

sized the role of tile supervi sor in instructing trainees.

'File President's letter was received on time for distribution at

the termination ct remonv at 8 ( of the 20 installatlons. Youths that

terminated earlier were mail ed this letter. St'veral Commandll Officers

had already prepared a letter for distribution to tht, YOC' s at tilt,

ceremony before it was 1,nown that ole would be t,reeitved with tile

President ' s s ig.nit ure.

Overall, this program was considered very success ful by the cri-

teria applied at the local level. Some of tile key diffcrences in ap-

plying the program to local conditions are described in the following

par a,raplhs.

1. N-umber hirted " in tle 1 ' ram. Table I shows the distribution of

tle percentage of the civilian work force hired as trainees

for the 20 installations. The pr cent of the total civilian

work force ranged from 11.3 per cent to 0.7 per cent. The

installations at tilt, middle and lower levels e1 these percent-

ages emphasized tile following, kinds of problems: the non-

availabilitv of additional funds to support trainees, the 1.2

per cent 'quota" imposed by some sub commands , the, availabi1\tv

of "appropriate" w(-ork. and the possible impact of liiring

I.
1 -t,



t iaiinces (liltI flw a pet lod (it la1vot t and reorgani .-at itl (i f fillI-

t ire c I tIJ ian % stitf f. '1wl inlst atlattolls that IIred rel at ively

1 arpe numb111ers (if Voting peoplec epIlaI i:ed tilt lieed for additional

emil 1 ovee t to .accomp It sh long rle'g I ec t v d It, bs

Percentage of Civilian Work Fo rce IfiIred as YOCT rainee s

Number ot
Pr c et 11 Installation%

1 0,. and beclow

4t''" and above .

2. LTj~II4s1.s _in s-eI et ion- onl mItor i-t- 'rITp mesh~,eooi

Ee~d , anld- educ at t onaI le ned. At eteve Ial illst al Ilat iolls. thle

screening (if candidates for inclunsion IIn tilt programn was handled

cnt irelv byv the State Fimploviient Service. The Inist attatIolns

simply hi red thle niumber theY nleedled consecut ivelv from thle em-

plovuient servie referrals. At othier installt ions variouis

younpsters. A few assigned t hei r staff crembers to do initer-

viewingp and review oif appl icant s at tlt,' State- I'mploymient Service

office,* others screened referrals at their offices, anid still

others used multip le recriti Inp sources.

The descriptive documents conto~rt' int thle select ioni of

Youth Opportunitv trainees mettoned as import ant cri teria thle

economic needs of thet younigster and Is faintlv, the importance

to thle counltry of persuading Pot ent ial schiool kidropouits to Conl-

t inue their eduication, and thet st imulat ion oit iiori tv group

members atud youinsters withotit wo.-rk experience to obtainl work

experience. Theli at t itude of thle key memblers oif tile personnel

-17-



Ott Ices toward the va-rtius cr1 teri a t o'i st lect it'll ot C rat le e%

wats appatent in thle inC erviews. Some ciphiastI :d thle m non C',

gr701u1 tepresenitat ion; this seemed Ce !-et .e finuctil et Cilte at-

tt i des ot tile C ommandinug Of i c" T ando ltiClh, CM1,1 v nlersenlne 1

Ot leevr r at hevr t han a t tin c . ot lit, pa: C , I ei .r V.eogI a Ic

Ilocat ion . Othle r insta Il lat joOs seemed to emphasI 7 ~t the econom-Iitc

soc ialI, anti educat linalI disadvantaged i n thle ir prog: ams .These

Il.tintllatitons are, generalI Iv I n thle snia I levt coinit t.Ics of thle

Midwest andi West where minoni Cv group conflicts are less appar-

ent . The emiphasi s of at particular instalt I n el' s program re-

f lects thle lInterpretat ion and . thleref ore,. thle at tI t lides ot thle

key personnel IInvolved In thle se 1 ec C ion pi tog ram as we I I as tie

pe rtel ved Import ance of tile above cr1 tor na in the local area.

In suggestilng what might bet done differentv l in t suibse-

qulent. YOC program, most of the personnel offticers indi cated

thiat they wou 1 d like to have add iti onal idvance no ti ce Thev

thent could dto a better Job of intilal screening of applicants

in terms of Job skills of thle youiths and coulld bet ter titti7Iz

supervisors whio canl effect ivelv direct votnwsters.

3. Job assignments Liven Youthi opportuni tv 'raine('S. Thie gsgges-

tion that trainees should be given "meaningfull work" was handled

different lv at the linstallations. Where thle larger number of

Yt)C's were hired, sizable crews of boys were, assiptned to mainte-

nance and cleanuip jobs In thle bidti ding andi Fgroun11d. Other

installations specifical lv avoidled assigenments of this kind and

emphasized of flee work and shop apprent I cv- tp viejobs. (Those

Instal lat ions in general did not have the saMl' magnli tiede of

problems in thle maintenance of biliIngs and lgrounlds , however.)

S ecuni Cv clearance problIems andi sat etv cons iderat ions limited

the Jobs available at a few of thle hases . epialvat the

proving grounds and researchi Installations.

4. Problems associated with: nepotism. Several tistallattons had

problems associated with the application of tit he general. nepot Ism

regul at i ons of thell C ivtI Se-V i Ce Com11ni sI ill inl theit Youth Orpper-

tuni Cv Proi:,ram. This was a1 serious% proem olyl at a tow of thle



installations visited. In the remote Installations where Army

activities provide essentially all emplovment opportunities and

at installations where children of enlisted personnel would have

been eligible for such employment, the nepotism rule caused some

hard feelings. These were expressed by employees, service per-

sonnel, and the youngsters relected for employment. In the

populous areas or in areas where there are other government

agencies, very few problems arose over this ruling.

The communications concerning the Youth Opportunity Campaign out-

lined broad, general objectives for the program and required specific

local direction in meeting these goals. This kind of freedom to direct

a program not only tends to foster variation at the installation level,

but also tends to intensify the personal commitment and enthusiasm of

local managers to the program. With one exception, where the nepotism

problem was a paramount issue, the personnel action officers felt that

their YOC program was one of the finest personnel efforts ever conducted

at their installation.

Civilian Personnel Circular 7

Civilian Personnel Circular 7, Paragraph V, 29 April 1065, included

a number of mandatory reporting requirements for the quarterly narrative

report covering the quarter ending 30 June 1965. These requirements were

to report the current status of career re-registration: the estimated

career trainee intake for FY 66; the training needs met in the Medical

Self-lielp Training program; an example of a position management analysis

study done during the quarter; actions taken during the quarter concerning

equal employment opportunity; uses made of oral presentation of incentive

award nominations; and the delegation to supervisors of suggestion award

approval. At every installation this CPC was received in time, and the

requirements were generally ones that were anticipated by the Civilian

Personnel Officer so that very few problems were encountered.

The coordination of the narrative reporting requirements is usually

assigned to the Personnel Management Assistance Branch. The chief of

this branch expects other -branch chiefs to submit drafts of various

-19-



sect ions of the it, i'r 1.1t ive. Ihvivset t i o IISL1 v, t i -.Cd an tcd(.Ii ted fo I

tile C vij tall Pe.rsonnel Offiicer . (At threet instailiation'-, all relatively

j ~~Sm~all1, the 11,0 appo jut ed ixIntIta h tixt i v coot[d utotr.

Ililt nal t a t VtSs tb t o r lilt, t' ix rt et I'llitd )' W .11111C IQW) were.

conls i d!'led I'V thle l ocalt stiat fs as re I at ix-01e Iy lout fe. ' vh vc Sptc Iff Ic

prob lems were uncoetred , however. At one inst all at io ot thtre was ,somv

Cliffitctltv ill locat ili tile re-ferenice interi al referired to in CPC 7 con-

cerning "Training Needs Mlet ." his Paragraph refers the staff to VA

PajmphlIe t 1')(- 8 and t o Sec t ioil I V, ClIC -28, lQ%4 .Thiere is no, notation

ill (11C 7, 10()'), that those docuiments concern 'Mc1d CaL Se f-Help Training.

To respond to t his pa-;rp owe searchingi i n the( Iil hr arV W., re(xx redi.

If thle namew of thek po-nId be0Cn inIcluded, the personnel staiff would

have known the ottIicc to cent act for thle necessaryN Infor-Mm.al . (In

reading and discussing thle narrative with oine P'MA, no( r-eferences to

Medical S i f-hielp T'rainingr were found. lie had1( Obii-1S lV not looked for

these references,.)

Thle requirement that each inst al lilt it'n r-eport its best, exalel oif

posit ion Management anlis caused a Minor- p1rL1ol' It tWO inlstalla~tionls.

Both of these offices felt that. tile\, had no part icular instances to re-

Port and stated th is fin thle in it ialI narra tivye. ('ne stit, command1 telephoned

the CPO onl receiving hits narrative and insi sted that hie include onlee-

amplIe . Thle CPO complied oven thouegh lie felt thlat the incident at his

install at ion was not appl icable. I'lie, other instal ilat ion received no(

object Ion from its hecadquarte-s. concerning7 the omi ss ion of' a speci fic

example.

At another installat ion thle Commandingv of ficer insists oN revieving

all narrative statements for hiigher hcadqluarLV !-1 iul'mit ted Iw hits sub-

ordinates . The narrativye for 30 .tune 11)~(0 " waxs ret ili ed to thle ('11 at

this instillation for 'extensive revision,"' since hie had made a few

statements concerning restrict ions imposed bv highotr hevatinulrters onl

the local program. Thle CPO was somewhiatt unhiiarv with hiaving to rewrite

this~ report , and hie indicated that in igher headotuarters could not obtain

hits opinions unless thre Commanding Officer concuirred.
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te ist' 2 .. form Was tis'd I or rt') 1stvvcr1 n 4.up I ovcv ill I lit AMC la 1lt

Blank . 'IllIi s laletit Baik I I It, (if dtl;I I Iw I idest'. 1ol v' c 'I I I 1 11 pci !-o'iin' I t ban

cites theit career rep st rat I ill programi and Illodu1ce'd ;i.1 1t~ ATl'rt'iI I, I t'aId IOf

thet personnelI stat f at thet( AMC inst al lit I ins;. I t W'.I., (I II I iciii t t o ascer-I t a in t lie, added'i work (,i'a r's til t I lip f roin t he (Ili I t I ol; I I v'tfi I I'illi'li t !;ii*

serted 1wv the subt comlmand~s . since tile personnev I sf It I at A~tI ll!; iII at I ons

combinied thet career re-repgI stratfoil and Talent IlanlI' oram!; iti o s1 lipg e

effort.

IAt tile varioils s itevs several i f ferent procedt' s w.ei I, ist'l to Iii-

strtict registrants. At most lust ii hitioiis kev sipt'rvi soit- 1tomivi

Icareer f IelId were assemblIed Iit smal I grouips for dect at I v('Iil:.( Ia I I t ionsm

in complettig tile 2 302 form. Thley Were %ipp Iiv %,,fill Ii copv of I 'll' INJ ~Then t hey discuissed* I temn 1w 1tetin t(lt' Correct p reduil' f Ior 1 1 li p. In

thle informat iotn. IThe se s;tipe rvf solr ti ttzrrtf i'todiictccl vil li-T 'sies will)t

tile caren sts tIn thei r sect ionis. At a fe snin' iiii 1lit ;t1intion!w (lit, per-

sonnel staff ha.'nd led all1 1 ofit se'sionls ill whii chii ci'? vi af atem Iolii totl

I thle form.

A few of thle ins tal lat ions gave each I ni vi dntal Iii s 'putrged'' TI Ile

as an Iinformat ion reference. Afteir tilt regIat ratit bhil compleiteid tlt,' I orm*

It was chieckeid for correct formlat 1wv a pevrsoaei IS tll offi Icci. 'I'lilt flit

jI form was stent toc theit'vF I !;t rant ' !; d'part mt'n t I or t vp i ti lit',pc. Theiiic

dlepartment thlen rev Iiewed tilie form a)ga in befIore It was !at il- I orke pittich

II tug. Si 7.all -1 t i t Iin tillie met hoils uIsed 1wv th t'tIS0111 1 c'plart 1111iit s

In chiecking thle form was descr ibled. Some pe rsonnc 1 of tiIct's cili onliv

thle formvat of t lit, resplonses andI t lien s I plied tl lit' f of i. A I of Iit'?I t f I ce';12011 ft I le! were searched to yent fv thle accuriacv of(it' it Ii irma t i on ii- I tided

on each 21102 form. Forms wt:-v ri'viewied at var itons COmmaltil lei's 1,'li'reJ a number of errors were' detecteid. Inicorrect forms! wet, rettniitl ito flit'

Installation and res'suhmi ssfonl oif tie( corret'ieid f ormn W'as lient rt'(tilled

I ~This brief outlIine of tlii' steps reqtii redi rt flit% progiam omits mnyn

of thev detail ld frust rat ions oft tlt' persontiel ,(aff anld flit' inti vitul
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careerist. Changes were made in dcIad lInes , e S seclal Iv In t he Ta I ent Bank

regi strat ion , and in t he exact spec if Icat I on oI who was ;nd who was not

required to be registered. Confusions were also related to mnyv other

problems; for example, the various GS levels to be iicluded, the number

of copies pf the completed form required, the ultimate destination of the

completed forms, the implications of various attitudes toward mobility,

the action to be taken concerning individuals who refused to complete

the form. Several personnel staff people felt that this was one of the

most unpopular requirements that their office has had to enforce.

In spite of these difficulties tile Individuals who are very familiar

with CPR CPI feel that it Is a well-organized and well-written document.

Since the 2302 form is a detailed document, the Instruction booklet must

be detailed and explicit. The personnel staff reported that the manual,

especially after Change I, answered most of the questions raised about

the form. This document is bulky and tends to frighten the less verbal

employees. The CIR CPI was not verv useful In the Talven t Bank regi stra-

tion, where manv shop operattyes were required to ti"pster, since these

employees essentially refused to wade through the material.

Employees were not enthusiastic about completing this detailed form.

Since the career program includes most of the higher level civilians at

an installation, the re-registration procedure involved the key civilians

with whom tile successful Civilian Personnel Office must maintain effective

relationships. Many personnel staff members feel that information about

the way this registration would benefit the individual and the Army should

have been provided. This comment, although almost universally made at the

AMC installations, was also directed toward the career registration pro-

gram at other installations. These personnel men are reacting to their

understanding of the Personnel Career Program as well as to the pressure

exerted by key civilians in other career programs. When an assignment,

promotion, or selection of a careerist to a key position is not universally

applauded, the career program is often blamed by unsuccessful candidates.

Favorable attitudes toward the program are very closely tied to the per-

ceived effect of tile decisions made for each individual. It is also

difficult to defend the importance of tile program when incorrect printouts
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of the submitted career information are received from headquarters or

when notification is recelved erroneously that a person is not listed

in the career file. These episodes reflecting the growing pains of the

automated system do not build confidence in the system.

Although all of the problems encountered at each office cannot be

discussed in detail, several recurring deficiencies should be mint ioned.

Many more copies of CPR CP1 were required for the training sessions.

Additional copies of this rather long document were prepared at several

of these installations by their own print shops. Key punching facilities

and instructions for the key punch operator were not adequate. Delavs In

submitting card decks occurred. Telephone calls to vaious command

levels to clarify Instructions reflected confusion about tht, proweram

at command levels.

In general, the written communication contained In (i'R ('I was under-

stood by the personnel staff. Powever, tile major commtinication problems

concerned what was not communicated. The key question not answered in

this communication for any of the registrants was "how are they really

going to use this information?"
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RESULTS OF EXPERIMFNTAL PROCEDURES

The two experiments conducted in the project involved two different

kinds of response from the operating personnel offices. The first con-

cerned a portion of a narrative report routinely submitted by installa-

tions. This narrative paragraph was a description of actions taken by

the local installation in response to a directive from headquarters. The

study involved evaluations of the message content by headquarters staff

personnel directly involved in the preparation of the program directives.

The other experiment concerned differences in installation responses

due to a change in procedure for handling a recurring requirement. In

this case the characteristics of individuals nominated for training

courses under one set of procedures were compared to the same character-

istics of those nominated under revised procedures.

Rating of Narrative Paragraphs

One of the mandatory reporting requirements for the quarterly nar-

rative report for 31 December 1()65 involved reporting on the Engineer

and Scientist Career I'rogram re-registration. The paragraphs from oper-

ating offices are consolidated by successive levels of the command hier-

archy and submitted to the Office of Civilian Personnel, Department of

Army. The paragraphs written by ten installations in response to this

requirement and the appropriate paragraphs from consolidated reports of

[ six sub commands were selected for use in the experiment. Each of the

selected installations and sub commands has a group of career registrants

[in the engineer and scientist field.

After the project staff edited the paragraphs to delete information

that would identify an installation or sub command, these paragraphs were

submitted to staff members of the Office of Civilian Personnel for evaluation.
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The staf f membel'r'; qve'te't ed to do tit rat il', weue mmit'ers kit thle Career

Mianagemetnt 1kralch a111, the i'ersonnle I Fv-I tat I il V 1 v Isi t ol. thesest head-

quarters act ion tt I iers ate t tit, Key staf f itivolved In Airect Ing thle

career programs atid i n ob tai i ng informat i on f rom tiarrat i vv reports

Tab It, 4 1lists- tilt' que'st tolls thle raters us-ed inl eva ticat in), thle con-

tent of these nar rat I ye paragraphs%. For pee: poseo (it tile .inae v sis (if these

rat i cigs , thet, "a" a I t erat I yes tit the qece st ions were ass i guce a score of I,

thle "'i' It, aternativyes, :.~ etc. inter-rater meliat Ilit v oif these quest ions

was estimated bv suimminiz thle responses of ratings by four raters for each

paragraph antd then suamming, the scores for thle reminlnne five ratings.

These two suims were correlated across the l0 paragraphs and resulted in

coefficients for each (if tile four qutest ions. Thiese correl at ions were

arouind r - Al to .65. This was considered adequate ret iaiilitv to permit

thle summing oif thie rat ing~s for all n ine raters. There fore,* for each nar-

rativye paragraph and each quest ion.* a suim of thle ratinugs was used to

represent all cii ne ratings of that para1graph. These suims wert, then inter-

correlated. The product -moment rel at ionships are shown in Table 4.

The intveorre Iat ions tit thet quest ions show some Interesting andl

statistically significant relationshipe. The correlation of 0.75 INC-

tween the re sponiIventess of thle paraglraphs to the request (Question 1)

aind tie fudged excellence of administration of the program (Outestion 4)

is statist teal lv sirni ficant beyond thle V, level of confidience. These

raters Inedicated that tilt, operat ing. of fices that appropriatt'lv respond

to thet reportilug requtirements ;irv al so adminiist enir ila e'ff'ctlye career

program. Cenversely * those off ices that do not respondi efft'ct ye lv to.

the reportinug requl trement art, rated as not odmi iiist or iii thir i carver

program as efficieint Iv. The rel atilonship of 0.70' t''twu'en thlt queist ions

which refer tot' sefuilness of tile paraipraphl to theadquarters and stil comn-

manid staffs (0Questions 2 & 3) Is similarly statist icallv significant.

The paragraphs tthat thle raters feel cont ain usefult In format ion for hlead-

quarters poltec deci sions atlso contain fiformatfin for stil Command super-

visory action.

Al though tile co.,rrelation coef fit not of - .41 b'etween Qtst ions 3 and

4 is not quite statist icalIlv s igni fi cant , it suiggests that thle career



TABLE 4

Rating Sheet for Narrative Paragraphs

1. Do you consider this an appropriate answer to the reporting requirement;

i.e., is it responsive to the request?

a. Yes. it contains the details of the requested information.
b. Questionable; it leaves a few requested items in some doubt.
c. No. it does not answer the questions asked.

2. Does this report contain information that could assist headquarters
personnel in making new policies or changes in the career program?

a. Yes, it contains useful information for policy decision.
b. Questionable; it contains some suggestions, but these are not

the kinds of data that are of much use in deriving policies.
c. No, it contains no information of a policy directing kind.

3. Does this report contain information that is useful to the sub command
in handling their supervisory function?

a. Yes, the sub command should take some action on the basis of
this report.

b. Questionable: the sub command may want to take action on the
basis of this report.

c. No, this report does not provide the sub command with any
basis for action.

4. From this description alone how would you rate the Civilian Personnel
administration of the career program for engineers and scientists at
this installation?

a. Excellent
b. Cood
c. Fair to Poor
d. Can't tell from tis description

Intercorrelations of Ratings~ of Narrative Paragraphs
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p rograins i udged to 11V well ~Idm tnt ste rtd requi rv in imum sub commtand

superv is ion and t hose, wh ichi are j ud ged to be mo re poor li. adinfi1st ered

requi re sub command act ion. The r-emining cootifIc tents In tilt table do

not approach at lovelI tha~t is statist Icatlv d ItIfeient ti om ,v-o; however.

j tit. I ac kit correl1at ion i s of son1i0 interest fin es ti1mat ing potential

uses ot narrativye descriptions fin evalIuatinug personnel programs

111dtit-Litf tInes s of ti( report to hcadquiar~ s(us o )o otl

1ure ti3 or e 2to have tiee prarpjgd"esponvess te v torr tie reuest"n1

are not ne ces sari lv Lt., k inuds of IIifOrma1.t it'n JI iid to IC ulsefuil to

either headquarters or sutb command . If thles e repot t ing reqluiremient s

are deve loped to provide poll cv directinug inttmat ion, they apparently

do not serve thiis function. However, thete re~port ing requirements msy

serve other useful funictions for the instal lat ion, thet sub coniand, and

thle headquarters.

In tile previous di sc-us sion of tit. Oxilex- I t'lmt t here has beenl no0

ment ion (if dif£ferenices ti thet rat ings assoctatod with whether the edi ted

paragraphis Were, instal llt ion reports or command consol idated reports.

Norma ltv, thle headqutAr t e s staff voce i ys on ly c omnand suimmaries . Ti s

varijablIe was tnt roduced into thet expe)rimenxt to assess, thle effict of tile

"OlISlolidat ionl on thet characteri stic'; of the inft'na1.tln coln"'evod byv thle

parag"raphs . No s tat t st Ica l.v I IN, kI t can.11t kit I tferenevs bet ween thle iInt., l41-

Iat ionil and command,11L reports were demons t rated i ii these rat i oss, however

some iInor diftIe rene s were ohsoerved . Ilh e commanld simmniartIes we xe judged

to be slight lv more responsive to thle request (Quest ion 1). slight lv less

usefl i to headqutar ters and Command staffs (Queitst ions 2 3),* and i nd ica-

t~v ti o a somewhat better adminii st rativye hand Ii ng ofI thle prog ram (Question

I) . Th is couldi be inlterpretedl to mevan that. al thlmon'j the informatIonl conl-

tattled in. command suminalles andi inst all at ion reports i s not pIciii lar lv

different. *the commivand surmiaries evid to be bet ter wr-it ten. Since these

differences were quite. smnaill. the ent tic set kit rat ill-s were utsed for thle

an11a1 vs i.



Norritlit tonls f or i'er:;olille I !')oc i I st TraI nill)

lin thi s experimentt tlit, clir.ict rl st I 's (it the tindi vidual s nominated

for t rainti tip, coirse- I ii FY ot' uind FY (,7 we re compaired . IAs s of tile FY 00

origitial jinomiees tor hie Recet-tflout and P1 acerneur. courSe A11d the R~evi sed

Personnel Miagemetit As: 1t ;~llk' COurse wereO 0i'i ained from I)SIR Field Of-

fices for nine installIat.ions thait hiave relat ivclv PCrg pronntite I staffs.

A comparable list of nominees, for these courses; from the, some inrstal la-

tions was obtained from the subl commiand offices for FY (67 trainlIng. Thel

di ft frent souirces used for oht ia i up these I ist s we re necessitated by a1

c hang tpvi n tiom Ii ti nt ic revvIeow p) r o cd uir es fo0r FY ('7 . The cha rac ter i stics

of the indilvidual 1iroln i net's were as cert a ined liv sea rci iup tire care r files.

Only four of thle FY 61 and six of tile FY 67 nominrces onl these lists did

not have career cards inl tile fi ls.

In Table S the (list r(bti ons of several chrarace ri stics of thle niom-

inees for these cones e 5 are presented . Tire di st r ibtion of tire Pe rformance

Rat ings in the, tab'le requnires sorme clinf ication. Thre supo rvi sory rating

numbers recorded fin tire career ftile for etili~t areas (all areals except

supervision and adm inist rat ion) were stirimmed to ohbt ain a total* score. I f

this score was 8 for ant individual, *It Indicates thant lire was gjivenl an

outstanding rating (1I) ti each area. An above average rating Is recorded

as a 2. and an averace ratigs given a1 score .hs sse.Tl

consol idated talit at ion of performance ratings presented inl Table S used

tire fo Ilowing sumtimed scores, to definle the categories

Cotisistently Ouitstanding 8 - 11

Above Average 12 - IS

Ave rage 19) - 24

Tihis procedure provi desair onign categ"or i xt ionl of thle perfovmTiancc ratings

given these Individuals.

Stati1st icalI analyses of these distribut ions (uis!ng X)showed no

significant di fferences betweeni those nominated for FY (if, and FY 07 in

either of these couirses. Slircv tie number of tioritnees in a givenl Cate-

gorv was small, obiserved diftference-, had to lie substantial before statis-

tical significance could lie achieved. Therefore, some of the reneral

trends of the data ti sri aved ill Table 9) shroul d lie of Interest to OCP
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TABLE 5

3 Comparison of FY 66 and FY 67 Nominations

for the R&P and PHA Courses at Selected Installations

R&P R&P PXA PHA
Grade FY 66 FY 67 FY 66 FY 67

GS 5 1 2 0 0

GS 7 5 8 0 0

GS 9 16 8 0 2

CS 1O 1 1 0 0

GS 11 15 10 5 10

GS 12 4 5 8 12

GS 13 1 1 2 2

Education

High School Graduate 15 10 2 2

Some Formal Education
beyond high school 14 16 10 10

College Graduate 13 9 2 13

Graduate Degree 1 0 1 1

Performance Rating

Consistently outstanding 11 9 5 7

Above Average 19 11 8 14

Average 7 1 2 2

Not Rated 6 14 0 3

30 and under 4 5 0 1

31 - 40 10 6 0 3

41 - 50 19 16 10 15

51 - 60 10 9 4 6

Over 60 0 0 1 1

Sex

Male 27 13 9 23

Female 16 262 3

Total 43 35 15 26
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Headquarters personnel even though the differences do not approach

statistical significance. For the revised PMA course, there was a sub-

stantial Increase In the gross number nominated for FY? 67. At these

nine installations nominations were received for 15 spaces in the PMA

course for FY 66; the next year 26 nominations were submitted. This increase

may be related to the requirement that was added in the document call-

ing for nominations for FY 67: "Activity level chiefs of the PMA function,

and senior PMA's in charge of operating PMA programs for assigned organi-

zational segments must complete the course before 30 June 1967. Journey-
men and other PMA's who meet the minimum entrance requirements for the

course are to complete it before 31 December 1967, or within six months

of assuming PIIA duties, when Department of Army training schedules and

available spaces permit." However, the similar deadline for training

chiefs of employment services and personnel staffing for the R&P course

did not produce an increase in nominees. At these installations 43

were nominated for FY 66 and 35 for FY 67 for the R&P course.

The distribution of C.S levels among the nominees is relatively con-

sistent from year to year. As would be expected, the personnel meeting

the qualifications for entrance into the PMA course tend to be in higher

grades than those nominated for the R&P course. Similar expected trends

indicate that the PHA nominees include fewer individuals without educa-

tion beyond high school graduation and fewer tinder the age of 40. The

nominees for FY 67 in the PRA course include more college graduates than

the FY 66 list. Distributions of other characteristics of the nominees

for each course, such as current job title, previous mobility, and com-

mendations and awards. did not show differences between the lists for

these two years.

When the lists of FY? 67 nominees were requested from six of the

sub commands, they were also asked to indicate if they recommended any

deletions or additions to lists submitted by these selected installations.

This additional information is of some interest to ascertain one possible

effect of the change in review procedures. One sub command deleted a

nominee and suggested a replacement for this staff specialist. One other

command office indicated that they nlso made some deletions in the lists

submitted by their installations; however, these deletions were not done
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for the particular installation that was used In this study.I
This experimental approach to evaluating changes in a procedure

obviously does not measure all of the pertinent variables that may be

affected hy this change. One of the key reasons for using the command

personnel staff to review nominations was to involve this group with

the budgetary problems that have occurred in the past. Although the

initial nominations for these courses may be appropriate, there is no

guarantee that those nominated will actually attend the course. The

field office and headquarters staff who arrange these training courses

report that one recurring problem has been that the qualifications of

those who actually attend the courses tend to be less than the quali-

fications of those on the Initial nomination list. It would be in-

teresting to examine also the list of personnel men who have actually

completed the courses under the FY 66 nominatinp procedure and compare

that list with those who will complete the courses in FY 67. However,

the change in these procedures does not seem to have produced striking

differences in the appropriateness of the individuals nominated.
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DISCUSSION AND) IMPLICAIONS

The question of communication effectiveness can be asked at a

variety of levels. At one step In the sequence one might ask if the

output is understandable to the reader in terms of what he is expected

to do. At this level the four communications studied in the initial

phase of the contract appear to be quite good. Although a few minor

questions could be asked about the specific steps to be taken in the

Youth Opportunity Campaign and questions were asked about CPR CPl, none

of the installations experienced difficulty in applying the documents

to their program. During installation visits personnel staff were asked

to supply specific instances of poor communications from higher head-

quarters to their office. Very few examples were cited where the writ-

ten communication was not understood. Instances of seemingly conflicting

directives from various levels of command were noted; however, these were

apparently resolved easily. Therefore, very few instances were discovered

where the content of a message sent from OCP to an operating civilian per-

sonnel office was not considered clear. The areas of question usually were

concerned with a desired specific interpretatinn for local convenience or

an unusual condition at a particular installation. These data provide a

similar finding to the statement made by the Franklin Institute staff in

their report on Army communications: "Army communications are, in general,

clear and understandable, and current emphasis on achieving communications

clarity, by directives on writing style and by excessive review, is mis-

placed." ' Therefore, the remaining discussion of the information derived

from the field study phase of the project focuses on variation in the

implementation of the communications.

At another level the question of effectiveness of communication could

be asked in terms of the consistency of the response to the communication'.

The case* study information revealed several differences among Installations

1J.N. Bloom, C. E. Mayfield, and R. M. Williams, Modern Ar my Commun i-
cations, (Philadelphia, 1962), p. 84.
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3 in response to the same message. If consi'stency of response is desired,

the key problem is to Identify these differences, classify them, and

attempt to determine the sources of communication barriers so that re-

medial techniques can be instituted and evaluated. A classification
system of some communication harriers to accouint for the observed varia-I tions in the response of installation programs to various messages was

developed. Although this classification system cannot be considered

3 all-inclusive or final, it does suggest a few techniques that could be

applied and evaluated within the Army civilian personnel programs. The

classifications uinder which these problems are discussed concern command

offices and commanders, communication channels, the Civilian Personnel

Officer and his staff, special local conditions, the program evaluation

system, and the knowledge the local personnel staff has concerning in-

fluences on the policy generating offices.

Influence of Command Offices and Commanders

The Civilian Personnel Officer at an Army installation is required

I to have allegiance to a variety of levels of command, fie is usually on

the Commanding Officer's staff, although at Supply and Maintenance Com-

mand installations he reports through a Director of Administration.

Many CPO's said that their primary responsibility and allegiance was

to the Commanding Officer. Their personnel program was primarily a

I reflection of the desires of the CO. It is obvious that the involvement

of the Commanding Officer in personnel policies can make quite dramatic

I differences In the outcomes of personnel programs. The CPO also has a

relationship to a personnel staff man at the next higher headquarters.

1 The amount of direction and advice obtained from the command personnel

officer seems to be quite variable among installations. In some commands

[ the personnel staff officer attempts to shape the emphasis of the program

at each of his installations. Other commands perceive their role as pri-

g marily advisory, assisting and coordinating the operating offices. The

I CPO also has a relationship to the Office of Civilian Personnel, Oepart-

ment. of Army. A relatively large proportion of the basic policy of his

L personnel program is generated from or through this office. Ills rela-

tionship to OCP affects his overall career, since decisions about
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transfer. upgrading within the personnel career field, etc. are partiallyI controlled from this office. The inspection of personnel offices by

representatives of all levels of command, even by the Civil Service Com-

mission, also has demonstrable effects on the local program. Therefore,

some of the differences observed in the programs at various installations

can be a function of the differential forces brought to bear by other

levels of command.

At several of the installations where the mission and the Commanding

Officer focused on scientific and technical areas, the development and

training of executives appears to emphasize mission-oriented technical

training rather than general supervisory training. When the goals of

the organization and the Commanding Officer are not coordinated with

the goals implied by a recommended program, the CPO cannot organize and

institute an effective action plan for the program.

Other examples of the influence of higher command levels on the em-

phasis given to installation programs were observed. At several instal-

lations the CO took especially keen personal Interest In the YOC program.

This affected the emphasis on counseling and training of these youths by

the supervisors and the personnel staff. Special awards for outstanding

work were conferred on some of the trainees as a direct result of this

high level interest. At several installations the implementation of the

Equal Employment Opportunity program reflected the emphasis given by com-

manders and command personnel staff members.

Operating personnel offices located at the same geographic location

as their command headquarters tend to reflect the influence of the com-

mand staff on their activities. Since these operating offices provide

personnel services for the headquarters, pressure from the Commanding

General can be transmitted through the staff personnel man directly to

the operating CPO. This may affect the communications and the programs

at the installation. Problems and errors are more visible to the higher

command at these installations. The personal strength of the CPO and

his staff and the kind of direction afforded by the command personnel

staff become much more important variables than at offices more remote

from their headquarters. Although no examples of gross interference

with the operating staff by the command staff were described, descriptions
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of the informal pressures that can be applied by staff personnel offices

were obtained. This influences the freedom of the operating office to

institute novel programs without first involving the command office.

Attitudes of the major command and sub command personnel officers

toward supplementing communications and toward instituting new programs

produce some rather gross differences in work load at the operating

j personnel level. The most obvious example studied in the case study

phase of the project was the Talent Bank requirement levied by AMC.J At the small AMC installations the assignment of a personnel specialist

to this program seriously reduced the availability of staff for the other

ongoing programs. The person assigned this task was usually in the train-

ing department and this caused a reduction in emphasis on the training

program. Overtime work by the staff was a frequent occurrence during

these periods of re-registration. At most of the larger installations

this added work load could be absorbed by the office without the more

visible programs being curtailed.

Influence of the Communication Channels

The complexity of the command channels is another rather potent

variable affecting the time available to respond to a directive from

OCP and the emphasis given the program at a local installation. At

Class I installations it was observed that problems with suspense dates,

multiple channel reports, etc. were not as frequent as at the other in-

stallations. The personnel reporting channels from the Class I to the

numbered Army and then directly to DCSPER require at least one less

step in the command chain than in the offices where there is a personnel

staff at both the sub command and major command level. No systematic study

was made of these differences in this project. However, the effect on

suspense dates of many reports is clear. When summaries of installation

reports are forwarded to successively higher headquarters, these staff

offices insert a one-week suspense date interval for their consolidation

process. A communication leaving OCP that requires command summaries of

installation reports must be dispatched a considerable time before the

feedback report can be expected. The processing of this initial communi-

cation on its way to an installation through the major and sub commands
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takes some additional time. The suspense dates inserted at the major

command are usually one week before the OCP suspense date. Similarly,

the sub command inserts a suspense date one week prior to the time the

major command requires the report. Therefore, the installation must

submit its report to sub command headquarters at least two weeks before

the consolidated report is due at OCP. Installations reporting through

the numbered Armies usually receive the reporting requirement earlier

and have at least an extra week to prepare their report. Several CPO's

suggested that similar reductions in the number of consolidations per-

formed in a command staff could be accomplished in the AMC chain by

sending the original installation reports to sub command and major com-

mand. The major command would summarize these reports for direct trans-

mission to OCP. An alternative would be for sub commands to submit

their summaries directly to OCP as well as to major command. This would

require the consolidation of more summary reports at OCP.

Problems with suspense dates were reported by installations as -the

principal incidents of communication failure. At five separate instal-

lations a personnel staff member showed the project staff a communica-

tion that arrived on or after their suspense date for the report. Since

time-date stamps of arrival of a message are not routinely affixed at

the various offices, it is difficult to find the specific point of com-

munication blockage. Operating personnel suggest that most delays occur

at command staff offices; however, such a statement should be based on

direct objective evidence.

Influence of the CPO and His Staff

An obvious influence in the observed differences in program execution

relate directly to the Civilian Personnel Officer and his staff. Many of

the prei lously discussed command influences can be described in terms of

the interaction of the CPO and his commanders.

However, independent of these influences from higher command, a unique

local program is primarily a reflection of the ingenuit y of the CPO and

his staff. Within the framework of the Army personnel administration poli-

cies, there is considerable latitude for local innovation and autonomy.
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At the same time there are many forces that tend to mold the Army programsI into a consistent'program. Many of the directives from DCSPER recommend

or suggest detailed methods for implementing a desired program. For ex-

ample, it was suggested that YOC trainees be recruited through the State

Employment Service although other potential sources were also listed.

Most of the 20 installations visited used the local USES office as their
sole recruiting source for the YOC program. One of the reasons that local

offices use these suggestions from headquarters is related to the person-
nel program evaluation system. A unique approach to an Army program by

a local staff tends to be applauded by inspection teams only if it is

successful. Experimental failures can be criticized with the question,

"Why didn't you use the recommended procedure?" Therefore, a CPO who is

trying to manage an office that is not vulnerable to criticism from inspec-

tion teams may tend to pattern his program to conform with the suggestions

offered in the DCSPER communications rather than tailoring the program

to his view of local idiosyncrasies. However, other CPO's jealously guard

their local autonomy. Therefore, differences among installation personnel

programs partially reflect the risk-taking attitudes of the CPO and his

staff and the confidence they feel in introducing new procedures. The

amoung of autonomy given to the CPO by the Commanding Officer can also

either discourage or reward innovation.

The extent of overall Army personnel experience of the CPO and his

staff and their experience at that installation seem to be other potent

influences on the local program. Some installations have had essentially

no turnover among their key personnel specialists for several years. Al-

though this may have some undesirable effects, the experienced staff is

usually able to handle special program requirements and continue to ad-

minister Its other responsibilities. At an installation where essentially

all key staff members have a minimum of experience at that installation,

new crash programs are likely to seriously Interfere with the ongoing

program.

Influence of Local Conditions

Personnel program effectiveness is influenced by other local conditions

not associated with the personnel staff or the commanders. The emphasis on
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various criteria for selection of YOC trainees, for example, was influenced

1 by local employment conditions, remoteness of the installation, minority

group density In the area, etc. At one installation there was considerable

resistance from careerists to the re-registration requirement. This was

intense because the Installation was undergoing a reduction in force and

reorganization program. At installations where the employment history was

more stable, careerists were not enthusiastic but did complv with this re-

quirement.

The sample of operating personnel offices that was visited represented

various levels of complexity of mission serviced by the office. Some of

the personnel offices report to only one command headquarters concerning

the entire complement of civilians. At the other extreme some twenty

different higher headquarters were represented in the work force serviced

by another personnel office. Although cross-servicing agreements reduce

the number of different reporting channels, a personnel office that serv-

ices units reporting to a variety of headquarters has more complex re-

porting requirements. At a few installations the operating personnel

office was responsible for remote locations which further extends their

personnel work load and the complexities of the program.

The geographic location of a base makes some obvious differences not

only in the kind of personnel specialists that can be obtained, but also

in the general civilian recruiting effort. The lack of educational, cul-

tural, recreational, and medical facilities at the remote installations

requires additional emphasis on these functions by the installation man-

agement. The personnel offices at these facilities get involved in spon-

soring many of these activities. Therefore, these offices are required

to handle programs that are not a part of the _Job under different local

conditions.

Influence of the Evaluation System

One of the functions of the Field Offices of OCP Is the inspection

and evaluation of operating personnel offices. These OCP staff members

are frequently involved in evaluation visits sponsored by the Civil

Service Commission and tile iiajor and sub commands as well as the Department
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of Army Inspections. Reports are written following these visits and the

various oral and written reports are submitted to the Commanding officer

of the base and his superiors at command headquarters. The portions of

these reports concerning the civilian personnel program can have positive

or negativd effects upon the relationship of the CPO and his Commanding

Officer. These reports also affect the impressions of the competence of

the CPO held by staff members of OCP. Inspection team visits are usually

not considered by the local staff as opportunities for demonstrating their

effectiveness, but rather are seen as necessary ordeals during which they

hope none of their mistakes are uncovered. Most CPO's attempt to antici-

pate areas of detailed interest to the inspection team and prepare their

records and staff appropriately.

One characteristic of most evaluation systems is that errors and

problems are uncovered and noted while good performances are more likely

to be expected and not given similar emphasis. CPO's, in discussing their

general program and the inspection system, recalled In detail. the number

of "violations" found. This orientation on avoiding making errors and

doing a job by the suggested technique tends to reduce innovation. Tailor-

Ing the personnel program to unique local conditions is not reinforced

by this evaluation system as efficiently as nonconformity to regulations

Is punished.

Therefore, one of the forces within the Army civilian personnel pro-

gram toward uniform field application of the policies and regulations Is

the evaluation system. It is suggested that some communication problems

are associated with this force toward uniformity; operating offices find
it difficult to demonstrate or transmit ideas and Innovations to policy

directing levels.

Influence of Knowledge of Policy Generating Offices

One of the variations noted by the project staff during the case

study phase of thle project concerned the amount of contact with and in-

formation about headquarters within the operating personnel staff. In-

stallation personnel officers with recent experience at OCP tend to be

able to find answers to questions concerning new programs. This is done

-42-



j partially by informal telephone calls to friends nt OCP. (The frequency

of these calls could not be determiined from interviews at the installa-

tion. The Impression derived fromt talking to OCP staff members was that

this is done more frequently than is admitted by field personnel.) How-

ever, knowing the person to call at OCP is not the only advantage that

the field man with recent OCP experience has. lie can interpret communi-

cations more efficiently, since hie has been included In discussions of

j the problems and the alternatives considered. This depth of background

information on pending programs is an important variable. Visits of

J DCSPER personnel to the field and field personnel to the Pentagon pro-

vide most installations with useful information of this kind. At remote

installations where these visits are much less frequent, the CPO and his

staff often feel out of touch with the Pentagon milieu.

The ability of a CPO to affix appropriate priorities to programs and

reports is an important skill. At policy generating levels within the

j headquarters, It is also appropriate that each action officer feels that

his program is a high priority item. Therefore, essentially all direc-

tives concerning new programs are sent to the operating office with high

priorities attached. The local CPO must administer this program to satisfy
OCP, command, and local commander requirements. His detailed knowledge of

I. these requirements is a critical variable.

This partial listing of variation in the personnel programs at these

sample installations suggests some of the difficulties in doing field ex-

perimentation on communication effectiveness. It suggests that the ultimate

goal of the Army Civilian Personnel Office cannot be a uniform application
of all programs at each installation. Local variation is required to meet

II.. local needs. The optimum program at one base may be different from that

at another. However, some consistencies are required and some measure-

ment and justification in terms of local conditions of the variations that

appear in a program should be possible.

II. One of the key implications of the observed differences among instal-

lation personnel programs is that the factors influencing the form and

the outcome of a program are frequently beyond the control and the knowl-p edge of the individuals who designed the program. Action officers at



headquarters who write communications that describe and direct a personnel

program have a limited view of the exigencies of the multiple local sit-

uations in which this program will be installed. Usually, the local

operating offices do not have the kinds of information that shaped the

directives written by the headquarters action officer. This can mean

that the goals of OCP in a given message are not fulfilled at the operating

level either because of lack of information at OCP about the local con-

ditions or because the installation staff does not know about the forces

on headquarters that provided the basis for the directive. This can be

true even though the message itself is written in a clear and under-

standable form. Informal communication within and between the various

levels of the civilian personnel hierarchy is the principal force which

reduces this source of inappropriate application of programs.

Variations in the priorities given to a program can be affected by

information omitted from the message; they can even occur when reasons for

changes in procedure are supplied. The changes in procedures for noi-

inating personnel to training courses is one example. The formal com-

munication described the change in procedures; however, the interpreta-

tion of why this change was instituted may be a source of speculation by

the command and operating office staff. Some sub command offices may

consider that the new procedure implies that they should be doing more

direct supervision of the personnel programs at their installations.

Others may interpret it as a mechanism for involving the sub command in

the training budgetary problems of the installations. Still other com-

mand staff personnel men may institute follow-up procedures to determine

which operating staff people actually attend these training courses.

Although all of these interpretations may be appropriate, the different

emphases placed on the alternative explanations can lead to variations

in the outcome of these changed procedures.

The experimental ratings of narrative paragraphs provide another

example of ways in which program emphasis is transmitted to the field.

During the case study phase of the project, several CPO's volunteered

the opinion that the selection of programs for Inclusion in the manda-

tory reporting requirements of the quarterly narrative was a technique

used by OCP to indicate the interest of headquarters in the program.
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These CPO's stated that OCP could not really use the information pro-

vided in the narrative report. However, the local office could antici-

pate that this program would be a point of interest to inspection teams

or might require other reports. This expression of interest by OCP was

sometimes useful to the local CPO in convincing his commander that more

emphasis should be placed on a particular program. For example, the

requirement to report on the Medical Self-Help Program was an important

influence at several Installations in obtaining more prompt cooperation

from the base hospital administrators in scheduling this course for

civilian employees.

Although this function of communicating high level interest is im-

portant, it is not considered the only function of the narrative report-

ing requirements.

-45-



CONCLUSIONS

At the inception of this project it was anticipated that the fi-st

year of work would focus primarily on the definition of the dimensions

of the communication problems of the Army Office of Civilian Personnel.

The techniques employed to define these problems could not be expected

to lead to verified recommendations for the solution of the Identified

problems. However, the project staff was able to suggest potentially

useful techniques to improve communication effectiveness and ways in

which the changes can be evaluated.

From the study of the application of the communications describing

four specific programs, it has been concluded that these messages sent

from OCP to the installations adequately convey the intended information.

The data collected at the selected operating offices indicate that, in

general, the communications from OCP are clear. When questions of in-

terpretation do arise, the mechanics of obtaining clarification are

relatively straightforward. Additional emphasis on writing style,

clarity, and staff review of outgoing messages would not be an effective

utilization of staff time. It is possible that the current headquarters

efforts in review and editing of these messages could be reduced, al-

though none of the data collected in this project could be used to sup-

port or refute this statement. However, it Is suggested that super-

visory personnel responsible for these review procedures consider

alternative review techniques with a view to reducing the time expended.

The major communication problems described in this report seem to

* reflect a lack of some pertinent information at both the headquarters and

installation levels. Some operating personnel offices have a limited view

* of the forces and pressures applied to the Office of Civilian Personnel,
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jDepartment of Army, from various other sections of the government. Tile

headquarters office seems to have a limited view of pressures applied

at the local operating office. Headquarters personnel who seem to be

less prone to these pitfalls tend to be those who have recently been

working at an operating office or who have had opportunities to visit

these operating offices. Similarly, the better informed staff members

of operating offices either have recently been working at a headquarters

or have visited with the headquarters staff. The members of OCP who

currently have most frequent contact with a range of operating offices

are those at the OCP Field Offices. These men are not the key personnel

in writing program directives. Although the field office staff obtain

useful information when they are members of an inspection team, the at-

titudes of the local staff toward the "inspector" are not generally ones

that would encourage candid discussions of local problems.

It is therefore suggested that the action officers who are responsi-

ble for the generation and writing of program policy should be required

to spend some time each year in visiting operatinR personnel offices.

These visits should not be formalized in terms of evaluating the local

program, but should be structured to permit free interchange of informa-

tion about problem areas. Visits of this kind are currently made to a

limited degree at certain convenient installations. The visits should

not be limited to the installations near scenic attractions and large

cities. Problems in communication in tho 'imy personnel system seem to

be more prevalent at some of the remote in.tallations.

Several informal news letter types of written material, such as

News and Notes, are currently being sent to the local offices. This

type of communication which provides the installation office with

general background information about personnel policies is considered

a valuable addition to the communication network. This communication

technique should be continued and perhaps expanded.

One of the problems mentioned in previous sections of the report

* concerns ways in which the installation staff can be reinforced by the

headquarters staff for excellent performance. Most of the current

reinforcing mechanisms are available to the immediate supervisor, the

I.
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Commanding Officer, to the evaluation teams, and possibly to the command

staff office. The Office of Civilian Personnel has limited opportunity

to reward superior performance by a Civilian Personnel Officer except

through the inspection processes or through the C-or Program. These

two reward systems cannot be used as frequently as would be desirable

to obtain positive attitudes toward OCP or to generally motivate the

local staff. Many of the direct contacts of the headquarters office

with local offices are occasioned by a mistake made at the local level.

There seem to be more ways in which headquarters can object to local

office actions than there are ways it can applaud installation programs.

Therefore, one of the barriers to effective communication within

this network appears to be the difficulty of the policy generating of-

fice to reinforce the individuals who must apply these policies. This

is a particularly critical problem when the policy to he transmitted

requires action by the local office which does not directly improve the

local personnel program. One of the reasons that the local Installations

were positively oriented to the YOC program was that this program pro-

vided a direct, visible service to the local communit-i and tn the in-

'tallation. They were not as enthusiastic about the career re-registration

program, since its effect upon the local civilian employe-s cannot be as

directly and immediately observed.

Additional mechanisms for reinforcing the local staffs by OCP are

not easy to specify. If the OCP staff recognizes this problem and if

they are encouraged to have more personal contacts with local offices

as has been previously suggested, there should be Improvement in this

aspect of the Army personnel program.

Suggested Research Areas

The principal problem in designing studies of communication effective-

ness involves the determination of criteria for the measurement of effec-

tiveness. One possible criterion would involve a measure of the clarity

of the message as viewed by the recipient who must respond. This criterion

is estimated to produce relatively small variation within the Army

civilian personnel setting, since in the case study phase of the project
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few differences in understanding and interpretation of the sample messages

were discovered. Although dramatic instances of particular importance

can be described by key OCP staff members, the absolute frequency of

important misunderstandings is estimated to be small.

Another problem in designing experiments within the Army communica-

tion system is the difficulty of transmitting different messages to com-

parable installations. Since most written communications are transmitted

through specified channels, it would be difficult to send alternate

messages to two installations within the same channel without also trans-

mitting the information that this was an experimental procedure and that

the response to it would be evaluated intensively. The effect of knowing

that a message has peculiar importance to headquarters has been demonstrated

to affect the responses to the communication.

The classes of criteria that appear to hold most promise for the

experimental evaluation of the communications network include: (1) the

timeliness of the response; (2) the relevance and appropriateness of the

response information; (3) the appropriateness of the plannirg to achieve

the goals of the program; (4) the attitudes and enthusiasm developed at the

operating level for a new program; and (5) the operation of the program

itself. For particular communications only a selected number of criteria

could be applied in evaluating the basic communications.

The suggested method for transmitting different information to com-

parable installations for experimental purposes is to supplement informa-

tion selectively through informal communication channels to particular

operating offices. Although the technique was initially proposed for an

experiment during the first year's effort, a delay in authorization for

sending the basic communication required that this experiment be abandoned.

To illustrate the techniques proposed, this planned procedure is

described. The program to be used in this experiment concerned a change

In the payment permitted military personnel for adopted suggestions.

Evaluations of the differences In number of sugestions obtained or

adopted as a function of communication supplements were to be made. The

planned supplementary procedures were aimed at the concept that nonroutine

expression of interest in a program by OCP staff Is effective in stimulating
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interest and emphasis at an operating personnel office. Selected offices

were to be sent a letter and other offices a telephone call expressing

such interest at OCP. Other offices, matched in terms of previous military

involvement in the suggestion program, would not be contacted by either

letter or telephone. Variations in response to the new program by the

military and the operating office at these differentially Informed bases

could be ascertained.

The usefulness and applicability of this kind of experimental study

depend upon the particular programs being instituted during a particular

time period. The subject matter of thle communication to be systematically

supplemented is not as critical as the method of measuring the effect of

thle supplementary techniques.

In the experimental phase of this project two different criterion

measuring techniques were used. Ratings by headquarters staff of a writ-

ten narrative paragraph from the field provided a useful measure of these

responses. However, there certainly can be a question raised as to the

relationship of the written narrative 'paragraph to other descriptive

measures of the installation program. The experiment concerning nomina-

tions to thle training courses used the characteristics of the nominated

* individuals as recorded in thle career files as the criterion information.

* Although significant differences were not found between the nominated

groups, the criterion did provide useful Information for comparing the

* groups. It is concluded that these kinds of experimental procedures

are feasible in this context to measure variation in effectiveness of

responses to communications.

In designing additional and more complex experimental work in thle

Army civilian personnel setting, it is important to attend to two separate

considerations. First, thle study should be capable of generating general

* principles for improving communication effectiveness. And second, the

subject matter context of thle study should be a part of an Important and

representative personnel program. The next paragrapn Illustrates these

considerations by referring to aspects of thle current project.

- If the change in nominating procedures for training courses proves

to be effective in enrolling better qualified personnel officers, then
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OCP may want to increase the Involvement of the command personnel staffI In supervising other selected personnel programs. Then a general prin-

ciple of communicating from headquarters to the Installation would be

generated. However, if headquarters considers an improvement of quali-

fications of the nominees as a special case and, therefore, would not

consider using this change in operating procedures for other personnel

programs, then the subject matter of this experiment would not be appro-

priate for intensive research use.

Therefore, it is important for the research staff to plan additional

experiments in close conjunction with the administrative staff. The

* initial year's effort was focused on defining the problems and illustrating

the feasibility of applying research methodology to the problems. The

next steps are to generate more crucial studies that can provide helpfulI directions for change in communication procedures.

Since the headquarters staff plays such an important part in the

selection of subject matter areas for further research, the following

* brief descriptions of topics that could be used for additional research

efforts is considered neither final nor exhaustive of the possibilities.

Usefulness of Narrative Reports. In reading a variety of narrative

reports at installations, the project staff questions the usefulness of

much of the information included in narrative reports. Alternative ways

of collecting this kind of information included in narrative reports

could be devised and evaluated. For example, multiple response questions

directed at the key Information requirements might be attempted. Changes

in the procedures for summarizing and consolidating the reports could be

evaluated. It is suggested that a study of information requirements and

the use of the information contained in various narrative reports could

assist in delineating the kinds of information most effectively collected

by narrative reporting requirements and the kinds of information that

should be obtained from other reporting procedures. It has been suggested

that one useful function served by the quarterly narrative report Is to

provide the installation CPO with an opportunity to review his person-

nel program with his commanding officer. Alternate ways of providing this

type of Internal review of a program could be devised to evaluate the

importance of the narrative for this purpose.
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Attitudes of Careerists toward the Career Program. In discussingI problems of re-registration of careerists with personnel specialists,

a large number of questions concerning the actual working of the career3 program were raised. A special study of the career management program

has been conducted recently by a task group within the Army. One of

the recommendations of this task group provides more autonomy to the

Functional Chief for the development of the program. A demonstration

project has been organized in the Controller Career Field. If varia-

tion in the administration of career fields is instituted, and if these

changes are communicated to registrants, the attitudes of the career-

I ists toward the program will be of importance to the Functional Chief.

Ways of communicating information concerning the administration of the

career program will constitute a major problem. The study of selected

career fields in terms of attitudes toward the program and the Influence

of information about the administrative procedures could develop prin-

ciples of communication which would be applicable to many other areas

of communication. It is suggested that this complex research area would

require utilization of measurements of current attitudes of careerists

in at least two different career fields. There could then be experimental

introduction of information for one group of careerists, while the

other group would not obtain such additional communication. The subse-

quent measurement of attitudes could provide criterion data for evaluating

the experimental program. The feasibility of using this subject matter

for a research effort is partially dependent upon the revisions to this

program that are in the planning stage.

* Use of Informal Communications. Directives frequently are sent to

operating civilian personnel offices asking for specific information.

The usefulness of this information for the receiving headquarters Is not

always apparent to the field personnel. It is suggested that specific

efforts could be made to evaluate the effect of providing background in-

formation such as the alternatives considered by headquarters or the ways

in which the data will be used. This could then be related to the time-

liness, quality and accuracy of feedback reports. The study of career

field management could be adapted within this framework.

In the visits to AMC installations the question of usefulness of[ the Talent Bank information was invariably asked. Whfen this question
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was posed to the AMC headquarters personnel staff, specific instancesI were related where the Talent Bank information was used. The communica-

tion of this type of feedback information to the operating offices would

j also provide a chance to evaluate changes in attitudes of field personnel.

There'is one principal advantage in evaluating by experimentalI techniques changes made in communication procedures. When a message

describes a new program or new procedure, experimental evaluation of

the effects of the communication will provide information useful in

guiding the headquarters staff in communicating future changes. When

changes are made in conmmunication procedures without systematically

evaluating the effects of these changes, improvements are unlikely

from year to year in communicating new programs. However, when sys-

tematic evaluations are made, predictions about the probable effect of

a communicat ion technique can materially assist in improving the ef-
fectiveness of communications.
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